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« + » o The 26th meeting of the CIA Career Council convened at 4:00 p.m.,
Thursday, 17 May 1956, in Room 154, Administration Building, with Mr. Harrison

G+ Reynolds presiding . . . »

MR. REYNOLDS: The meeting will please come to order.
You heve before you the minutes for the last two meetings [f 24th and
25th meetings_/.

MR. KIRKPATRICK: I move they be approved es submitted.
e« o« +» This motion was then seconded and passed . . .

MR. KIRKPATRICK: I'd like to raise an item right here.

I have here several coples of Senate Bill 3851, introduced by Mr.
Russell and Mr. Saltonstall, which was reed twice and referred to the Committee on
Armed Services - a bill to emend the Central Intelligence Act of 1949, és emended,
and for other purposes.

This is the first piece of personnel legislation we have had in
Céngress for seven years. The odds are fairly good that it is going to pesss, accord- v/f/
ing to Russell. Mr. Vincent has introduced it in the House, and I don't think we
could ask for better sponsors than Russell in the Senate and Vincent in the House.
I think it needs & little internal advertising, because even if 1t doesn't pess I v
think the people in the Agency ought to know we have a bill in Congress. If it
fails of passage in this session it will be introduced in the next session., I
think everybody here knows that the prinecipal thing that isn't in this bill--that
we wanted--1s the retirement, but everything else is in it. Actuelly, it's a
darned good bill, as now introduced, and if we get it through this year I think we
have s lot to crow about. But I would strongly recommend that every device that
the members of this Council have before them--staff meetings, Career Service Board
meetings, end any other way of getting the word arocund thet this bill hes been in- v”/‘
troduced and there will be hearings on it before the Armed Services Committee -
which will be slmost perfunctory because they will simply call us up and ask why
we want these things - and the paper work has been done on it, because we did it
so well in this Board; as s matter of fact, my guess would be if the hearings lasted
over an hour in both Houses-~-if they have hearings--it would be surprising, and I
would guess you could predict falrly cleer salling on the floor. 8o I think there
is a good chance now to do a little propegands - because I think I've heard enough
times that the Career Service Program isn't doing enything, and I think it's highly

1
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important that we start with this end get the word around that there is a lot of

work being done.

25X1A9a
MR, BB Vvould the Council be interested in an sbstract or a precis
of the Bill which has been introduced for the U. S. Information Service to set up ~
the Career Service with retlrement privileges and so on?
MR. KIRKPATRICK: Does it have anything we don't know about?
25X1A9a
MR. I It hes things we haven't asked for.
MR. KIRKPATRICK: Aside from the fact that it's already under fire-- Vv
25X1A9a
MR. B I koow that. I know such a bill has been introduced.
MR. KIRKPATRICK: My reaction would be no - because I think we have gone

into what we went, retirement-wise and otherwise, for career legislation. Besldes,

I don't think the USIA bill on the career service has a chance. v
wr. BaTRD: what aid [ oriee =2
o5X1A9a e w 25X1A9a
MR, [ Tret ves is.
MR. BATRD: What were the specific things they got?
25X1A9a MR. - They have asked for the privilege to set up their retire-
ment, and to set up thelr Career Service on a legislative basls,
MR. KIRKPATRICK: Which we don't want.
25X1A0a
MR. BATRD: That was the point _ma.de , that USIA spparently
got the approval of the Bureau of the Budget for that which we had asked for and \//

been turned down on by the Bureau of the Budget. The query was "WHY"?

MR. KIRKPATRICK: Maybe because they are pretty sure our bill will pess™ -~
and pretty sure their bill won't.

MR, BATIRD: That would be a good answer if it's true.

MR. KIRKPATRICK: I'd slmost put a lot of money on that, Matt., That bill
will go under a lot of fire before Congress ever passes it.

MR, BATRD: 1Is there going to be a lot on these territorial benefits in
the hearlngs?

MR. KIRKPATRICK: No. That is politicel dynamite, Matt. We heave to
prove pretty substantlally that we ere pretty different from every other employee
out there, and vhy.

5X1A%a MR, - What was the finel resolution as to the use of the term
"gbroad" as opposed to "outside the continental limits"?
MR. KIRKPATRICK: I think that is what it is - "abroad."

25X1A9a
vR. [ ':oroei" is here in the bill on page 9.

2
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25X1A9a
vR. ] 1o Bureew of the Budget contested 1t after it hed gone

forward, I understood, because "abroad" does include the territories whereas the
other terminology didn't. Remember that point? We digcussed 1t here.
MR. KIRKPATRICK: Here on page 6 of the bill (reeding):

"Where an officer or employee on leave returns to the
United States or its territories or possesslons . . .

n
That is so inherent iln statutes, you are polng to heave e hard job getting awey from
it., I think the thing we ought to point out to everybody in this 1s these home
legve provisiogg sdzkigch will be a great benefit, in addition to health and education.
MR. -a This sllows three extra weeks s year accrual of leave for
all overseas persounel, similar to the Foreign Service - which we didn't have. It's
a major advantage to overseas personnel.
MR. REYNOIDS: Any further comments in connection with this bill? If
not we willl start on the sgends as outlined for the day.
Prior to taking up eny of these four sub-items here on the agendsa,
I would like to submit to the Acting DD/S e paper which wes written a year ago ou )
25X1A%a
supervision - after the _ case. It went forward and we were asked by Vv
General Cabell to hold it untll we had further experience with Employment Review
Boards. Subsequent to that, and ebout, I guess, a month or so ago--actually, in
February--Kirk sent a paper to General Cabell, and es & result the correctlons
which he mede in our supervision paper - which was to be signed by the Director -
were okayed end they went back agein to Kirk.
Will you address yourself to this Kirk, and explain it to the menbers

here who don't know sbout it? I have briefly gone over the sequence of it.

MR. KIRKPATRICK: The whole point here is to get across to the super-

visors the fact that the burden of responsibility falls on them for the ellmination v

of mediocre employees. I don't know in how many cases in three snd a quarter

years as IG--well over a hundred, I would say--where terminatlon actions have been
initisted or actions for demotion have come up, basicaliy speaking in 90% of the
desls the supervisor was right but he had just not done the paperwork on it or

tgken the necessary action to go through the orderly process we have. I think it's
doubly important in an Agency of this nature, where the Director does have arbitrary
powers of termination, that every single action be carefully worked out. T think
it's even more importent here than it would be in Agriculture, because in Agriculture
you go through the Civil Service and you've got all of that, but here with everybody

knowing that they can be fired in the Netiomal interest, the thing to my mind theat
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is most important sbout this, eand which impinges very heavily on the four items
we're golng to bring up this afternoon, 1s if the supervisors Just use the regu-
latlons to gulde them they don't have any problem, because the regulations are all
right, there's nothing wrong with them - to guide them., It's simply the old
business, which I have lectured on many times - with the celling coming down BANG
on top - the supervisor looks around and realizes he is surrounded by people not
quite so good asvthe fellows he sees on the other side of the fence, 80 he starts -
after several years - to want to take action to get rid of them.

There's a second part to this, and I am probaebly getting ahead of
the agende here, but it fits right in here. I don't think 1t's generally understood
in this Agency well enough what it is like to get out of this Agency. I think 1f a
few of the supervisors who are go snxious to clean out their organlizations and to
start getting rid of people that have been here anywhere from three to seven or
eight years were faced with the problem of finding themselves a Job on leaving the
Central Intelligence Agency, they would not be quite so eager to do what they're
doing. We have now one office - which I won't name - in which my staff has three
active cases of individuals who suddenly got the notice. In one ingtance the in-
dividual hed been here five years and in another three, and in another seven, and
they were all senior men - either lli's or 15's. They had gotten promotions through-
out the period in this Agency - in one instance a brench chlef and in one instance
a staff men - and then suddenly, after yesrs of apparently good service they are
told they sren't up to stendard. In one instance the individual was offered the
opportunity of teking a two-grade drop or a 90-day notice. I don't think the case
is solved yet--at the moment--but his inelination was to resign, but I think wiser
volces spoke to him ebout the problem he is going to face outside. In a second
case, we went out and recruited the individual from another Government department,
and he apparently hes been under the impression--at least we find nothing in the
record to contravene this point--he has been under the impression for yesrs that
he had been doing a good job here - and suddenly he is told he isn't. So I think
this particular thing is the most importent thing we can get across. Because I
don't know how many of our ex-employeces I still am in falrly reguler correspondence
with--and the Personnel Office even more--asking for letters to prospective
employers telling them that they weren't perverte or gecurity risks but that they
left the Agency for other reasons. There are probebly very few other places of em-
ployment in the world that somebody could leave that would have the same connoctation

as lesving CIA does.
A
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MR. REYNOLDS: This paper I handed Gates is now in shepe to be published.
25X1 Aggeople have signed off on it - except for you, Matt, and Von and pick, and you,

_ know part of 1t because of past experience on these things.

But if you three have no comment to make we will proceed to publish this.
25X1A9a
MR. - Mey I ask this question? In view of the extreme importance

of this throughout the Agency, is distribution AB the correct distribution or should \/ '
this be for all employees? Beceuse there sre hundreds and hundreds of supervisors
who will not see a distribution AB.
MR. KIRKPATRICK: What is AB distributlon?
25X1A9a
\R. Ml statf or Division Chiefs down to Branch Chlef level. But
there sre meny supervisors below the branch chief level that don't see these because--
end I don't want to go into thils 'problem now-=but the distribution of these notlces,
with the flood of paper, etc., they just don't get around. I wonder if it might
not be salutaery to have this an All Employee Notice.
25X1A9a
MR. - Why not? It's nothing but being in favor of virtue end
agalinst sin.
MR. REYNOIDS: That is right. If there i1s no objectlon ve will change
the distribution to All Employees.
FOIAb3b I [ ctice it has no classificetion. Is that intended?
MR. KIRKPATRICK: It should be classified.
MR. REYNOIDS: It should be classified, certalnly.
MR. LIOYD: It's classified SECRET on this one under the ditto.
MR. KIRKPATRICK: T think it should be "CIA Internal Use Only."
. BATRD: Yes, meke it es low as possible,
25X1A9a
MR, -CIA Internal Use Only? That is meaningless to me. Maybe it
does have some significance. How ebout "Confidential"?
MR. BATRD: There isn't anything that is classified in here.
25X1A9a
MR. - T don't think "Internsl Use Only" has any standing as a
security classiflcation. s
MR. REYNOIDS: All right, 1t will be classified “"Confidential."” __"\/
Subparsgraph a. under item 3 on the agenda is entitled “"Separation
Actions." Prior to starting on that I would like to inform you of the separations
thet have taken plsce in one phase of the Office of Personnel's activities on 7
pure mediocrity - cases that were not brought before an Employment Review Board

but were brought to us for dlfferent reasons, and we separsted them. In January

5
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. and Februsry there were seven such people from all over the Agency, for mediocre

performance, unsatisfactory conduct, extensive abuse of leave privileges-- v

MR. BAIRD: Were they actually separated, Harry?

MR. REYNOIDS: No, they resigrned. They were resigned as & result of being
told that they would be separated.

25X1A9a

vz. I They vwere technicelly "voluntary separations" - but they \//
were induced voluntary separations.

MR. REYNOIDS: In March there were eight of these, for the same reasons -
ranging from Wage Board 3's to an 11 and & 12, and, again, from all parts of the ye

v

Agency. In April there were four, two 13's, an 1l and a 4, 8o that phase of
separations goes on day after day, all the time.
25X1A9a 25X9A2
vi. Il Ac o compenion piece to that, there ave about cases of
Type B and C applications for membership in the Career Staff that have been acted

on by the Selection Boerd, all of which fall within the overall category of

"mediocre." 25X9A2
MR. KIRKPATRICK: What does that mean? We have taken in I into the
Career Service, and we have turned down Ts that what that means, in effect? 25X9A2
25X1A9a
MR. JIII Thaet is correct.
25X1A9a

vr. il vnet is B ena c2
25X1A9a B © ic deferved and C is denied. They are turned down for
intent or performence or conduct, 1n terms of security comsciousness, habitual in-
debtedness, financial irresponsibility with Govermment funds, iﬁterpersonal
relations, and then a group including a number of other miscellaneous faétors.
MR, KIRKPATRICK: That raises a very interesting problem as to whether
we really feel that only 2% of the Agency--thet 1s, in effect, 2%--are not
qualified.
25X1A9a
MR. _ You cennot drew that conclusion, I believe, Kirk, because
the knotty cases are stlll to come. There are about -controversial cases = 25X9A2
which is now the workload of the Selection gtalf and the Panels and the Boerd. In
other words, we have deliberately, in order to convey the greatest good to the
greatest number, processed the uncompliceted cases in order that most people would
have response of acceptance 1nto the Csreer Staff in response to their appli-
cgtions,
MR. KIRKPATRICK: How long have these [Jjjjj ceses been pending? 25X9A2
X1A9a

MR, - There are still many cases which we haven't heard from.

6

. R L]
Approved For Release 1999/09&%7’80-01 826R000700160001-1



Approved For Rel@e 1999/09/08 : CIA-RDP80-018£§R000700160001-1

We don't know whether the individual has spplied or whether it is held up in the
Career Service Board. T know of individusl instances where a supervisor i1s

holding it up and it hasn't gotten to his Career Board - and the tougher and more
controversial it is, the more of a problem it is to make a decision and come to a
conclusion.

25X9A2
MR. KIRKPATRICK: Of these cases how many belong in the Agency?

MR. %Aga The Selection Board says they are elther unsuitgble for
membership in the Career Staff or there is enough information to make it Inpossible
for the Selection Board to say that they ere sultable. Thet is what a B case is -
it 1s "deferred for additional informetion or evidence."

MR. KIRKPATRICK: iou mean to say there are certaln individuals who have
been in the Agency three years that we don't know enough about yet to decide?

25X1A9a

MR, - It's just like your supervisor's documentation of the case -
each is a case where it cannot be documented, or cannot be documented to the satis-
faction of the Selection Board thet it is a clear case of medioerity or & case of
misassignment or a case of bad supervision.

MR, LIOYD: Some of those deferred cases are for working off a series of
security violations, for instance. They're given a year and if they have no more
violations within the year they are accepted.

MR. KIRKPATRICK: What I was driving at, Rud, '1s whether you think these V/

25X9A2 -should be reviewed for possible termination?
25X1A9a
ME. [l ®ersonelly I do.
FOIAb3b B /) the C's should.
25X1A9a ‘

vr. [l 211 the C's should. They are final determinstions made as
responsibly as the Selection Board can make them, thet this person is unsultable -
for merbership in the Cereer Staff - in other words, he is unsulteble for a career
in the Agency, and in every case the Selection Bosrd has unenimously come to that
conclusion. There are 38 of those.

MR. KIRKPATRICK: Whst is the next step in terminating them?

25X1A9a -
vR. [l T thick that comes up under our "Separation Actions" on the

agenda - which we haven't discussed yet.
MR, KIRKPATRICK: I thought we were discussing that right now.
25X1A%a
MR. - We heven't gotten to it. The procedure probably now exists.
MR. REYNOLDS: Work on this was done when I was away, and I asked

25X1A9a
to be here today because he was very mich involved in it with Red

7
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when it was going on. These are copies of a chart which will eccompany the regu- /’
lation / "Proposed Separation Procedure for Administretive Reasons" /. It's almost
in process. Do you want to speak sbout it now, Charlie?

25X1A9a

)R, ]l T:is relates only to separation of the mediocre or marginal
employee. It does not relgte to poor or unsetisfactory performsnce of duty or / :
misconduct, or other reasons for which you would teke separation action. We
addressed ourselves to this as a means of devising a more flexible and faster pro-
cedure for the handling of these mediocre cases, such as would be presented for
separation sction. The meln point here is that the Director doces not need in every
case to use his special suthority to separate a person for mediocre performance.

In brief, you would use the special euthority where you had intelligence methods or
sources to protect, and in those cases only where a person affected would have a
right of appeal to the Civil Service Commisslon under the Veterans' Preference Act.

MR, BATRD: This is the Veterans' Preference Act on the left?

25X1A9a

. i ves, sir - the ACT; it does not meen Civil Service status,
because status as such has no relation as to whether or not you can sppeal to the
Commission.

MR, BATRD: Then to all intents and purposes this is most of your males.

25X1A9a

R. Il Ve have a great number of females, Matt, who are either
veterans of the WAC's or WAVE's or who are widows of deceased servicemen. 7You see,
the Veterans' Preference Act spplies to those who have preference elther by their
own service or by the service of thelr husband. We don't have too many femsle
veterans but there are enough that it needs to be considered.

MR. KIRKPATRICK: Now in your proposed procedure, Charlie, I see you
heve two hearinge, in effect - 5 and 7.

MR. %aYou have the possibility of two hearings. A You would un-
doubtedly have a hearing at step 5, because normally an individuel will ask for an
internal hearing. Whether or not you heve a hearing at point T would depend uponr
s review of -the record by the Spec.ial Employment Review Board. They might very
well want to question the individual further, or the supervisor further. However,
at that point ﬁhey would have before them a complete record. And as we envision
this thing it would be largely a question of reviewing the record of the 3-man
Advisory Commlttee which would be esteblished at step 5. As _ 25X1A9%9a
knows, we have sat through hours and hours of these things on original hearings in

Specilel Fmployment Review Boards.

8
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FOIAb3b
_ The employee always has a right to appear before

the Employment Review Board if he desires.
25X1A9a MR. - If you constitute the Employment Review Board as your point
of original hesring, yes. Now we wouldn't necessarily put this precise chart in
the reguletion. This was more for explanation to Ceneral Cebell end to Colonel
White whet we were suggesting as a speed-up method of handling these cases, and
not bottleneck into Specilal Employment Review Boards - because under this procedure
you could have a dozen of these golng at one time, if you had that many cases.

FOIAb3b _: Has that proposal been spproved that the Special
Employment Review Board is a court rether than & hearing, snd it reviews the lower \//
court?

25X1A9a

MR, ]l Yes, sir - General Cabell accepted that principle.

MR. BAIRD: Herry, have you got the figures on how many cases have been
initiated, how many have been terminated, and how many are still with us under
this system?

MR. REYNOIDS: No, I haven't, Matt, because there heve been a good many
cases such as have been in the Office of Communications, where their own reslgnetion
action has teken place - not over end beyond anything we have done, and we get it
only as an exit interview, where the man resigns for "personal reasons” which he
does not care to discuss.

MR. BAIRD: I think the feeling is still prevalent that if a supervisor y" d
takes step No. 1, that months and months end months elepse and the individuel still
site mcross the desk from him - and 1t mey go ageinst the supervisor anyhow - and
the man is still there. So I just wonder--

. MR. REYNC}‘_DS: We haven't got it, and I think that is the reason that Red,
as I understand it, and General Csbell, have asked us to bring this thing up and
get it going - to expedite it. And we ourselves feel this will hurry up those
cases.

25X1A9a

MR, [ Actvelly, Mett, there is no difference in steps 1, 2, 3, b
and 5 - over what is now in the regulations. But, surprisingly, I can recall no
case since we published TO5 where we have hed to go through any of these steps.
Separaticns have been accomplished either by the supervisor leying it on the line \//
to the man end saying, "Now look, these a.%‘e the fects. I cen't put up with this
anymore, and I'm going to have to start action. Do you want me to do that?" In

nost instances if the supervisor 1s right - then he will get no protest out of the

employee.
Wp.LOY! 9
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MR. REYNOIDS: There is & case here that is known to Von, in ORR - where

that was exactly what took place; and also in our Office of Persomnnel, where a

man was told, "This 1s it. You are either going before a Board or you cen

resign."

FOIADb3b _ Thers ig another way to approesch this, and that is

where not the immediste supervisor but farther up the line - having the comments
and so forth that this fellow is not doing all right, he says, "Now look - you've
been here only s few years and you aren't going to get enywhere in CIA, so I would
recommend you find yourself enother job." Just a fatherly talk like that has con-
vinced s number of people they weren't heppy here and couldn't compete with their
pecple at their own level, and that they were golng to fall behind. If you would
point that out to them--

MR. BATRD: I think we have all had those cases and we have all had some
success with them. But it's the 13's, 1k's and 15's that we haven't had success
with, that we're worried sbout. The young man, sure. But 1t's the 1h4's, age 45

to 55 that know they can't earn half the money they're earning here.

FOIAb3b _ We're just stuck if we pull them up to 12's, 13's

-OlAb3b

OIlAb3b

or 1i'!'s when they have been mediocre all along.
MR. BATRD: Mediocrity is very difflcult to define.
_ When you get up to be a 14 the burden of proof is
on us that they are medlocre.

MR. KIRKPATRICK: I think that is what we should address ourselves to -
because for security reasons, etc. - those we're not worrled about.

MR. REYNOLDS: 1It's the other ones that are tough.

B - o ooc 56 thet they promoted from 9 to 1k
during the period of time they sald he was no good. And for every step increase
they sald he was "satisfactory." 8o you hed en ewful time.

MR. BAIRD: IT you want to get off on the subject of the step Increases -
he has to be unsatisfactory to stop his step increases. Now & mediocre employee
isn't an unsatisfactory employee. We have cases that we go over every time we
have s Career Service Boerd meeting - on the step increases, and we stop and hesitate
and argue, and then our very able Personnel Officer says, "Well, look, if you deny
him this you have to immedietely prefer charges that he is unsatisfactory.”

MR, KIRKPATRICK: Tet's cope with that right now.

Charlie, can't we say that he is "unsatisfactory” from CIA's point

o
of view? 10

Approved For Release 1999/0W01826R000700160001 -1 |

Ve

Y



-
r-

80-01826R000700160001-1
-

Approved For Rele_avse 1999/09/08 : C

25X1A9a
MR.- Yes, sir.

MR. KIRKPATRICK: Then why isn't that the enswer?

25X1A9a
MR. I Yov have to tell him why.

25X1A9a

MR. - If I may edd to that, Kirk - we don't have to go as far as
preferring charges, Matt. We do, in justice to the man, though. If you are going
to take away something he would otherwise be entitled to he is entitled to know
wherein he fails., Under that circumstence you are under en obligation to put him
on notice that he is unsatisfactory "for the following reasons" - which you would
heve.

MR. KIRKPATRICK: Below CIA standards for the following reeasons.

MR, BAIRD: Below CIA standards for the grade, for the following reasous.

MR. KIRKPATRICK: Certainly. Because one of these cases I cited where
they're trying to get rid of the individual, the office hed the temerity to suggest
to me we get him an in-grade promotion. How in the world do you expect to get rid
of a man when you're going to pay him more money? I mean, this 1s CIA's money.

It may come in a Goverument check, but thls 1s part of the benevolence I wish this
Agency vwould get out of. If we want to weed out mediocre employees we have to do
it by CIA standards.

MR. REYNOIDS: There is already a court case which the Navy had on this
thing and the judge threw the Navy out and sald, “You haven't any right to get rid
of this men. You have already seid he was satisfactory."

MR. KIRKPATRICK: It seems to me if we say a wan is unsatisfactory by
CIA standards that stops everything - in-grade increases and everything else. That
goes right here to point 1 and 2, it seems to me. Your chance of getting rid of
anybody stands or falls on how well those two steps are taken. If the supervisor
recommends termination and the case is sufficlently documented, and the Director
of Personunel says it is adequate, then the rest of your steps are routine.

25X1A9a

'R ] zvt they heve teken an awful long time in the past.
What 1s there about this that speeds up the system that we have hed? It is very
discouraging to the supervisors.

25X1A9a

MR. - The thing this speeds up on is that this does not require
all mediocre cases to come to a Special Employment Review Board such as was estab-
lished in Septenber, 1954, by General Casbell. It provides for an immediate hearing

on theee things as soon as the supervisor has 1aid it on the line as to why this

man does not measure up to the standards of his Job.
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FOIAb3b _ I think the trouble is they don't take prompt

action. You may have been on a Board with me when a man was sent back for cause
from overseas and he got back, I think 1t was in September or October, end the case
didn't hit our Board until March. There were no charges preferred at sll., They
had their own Board but didn't notify the man they had it, and all thils time he was
going shead and doing his work and he thought his work was all right. I think they
should have preferred charges before that fellow got back here. They had enough

cause to.

25X1A9a

MR.

If the documentation had been here I believe they would have,
but, if you recall, the office back here ¢ld not have the documentation that was
necessary to fully support the case.

FOIAb3b W They had enough.
MR. -aThey had a fair amount.

FOIAb3b I [ hod to be brought back under escort and he hed a
post-aleoholic convulsion in San Francisco--

MR. KIRKPATRICK: Why couldn®t he have been terminsted by the Director the
moment he walked in the door?
MR. BATRD: Well, they aren't.

25X1A9a
MR. _ It's the supervisor's responsibility that they are.

MR. %g%ait a minute, Rud. Everybody messes around in the super-
vigsor's responsibility sbout this thing. The Security Office, the Medlcal Office,
and the lawyers are all in it - and the poor supervisor, age 29, somewhere down in
the DD/P , has a fat chance of dealing with all those wheels and brass. How can he
dispose of it? He can't!

MR. KIRKPATRICK: I think Dick's point 1s good from another reeson - there
are oo many people involved in this with the individual. There ought to be one
direct focal point which I think is right there [ indicating Director of Personnelj /
ha,ndling these cases. And thet is why I think I would modify your proposal, Charlie,
by saying -the gupervisor advises the Director of Personnel that he plans to initiste
charges and recommend termination - 80 that you [ D/Pers] are in it right from the
start.

25X1A9a
R, [l thet ves our intent, Kirk. ' 25X1A9a

MR. KIRKPATRICK: It seems to re & case like I cclking
gbout - of & man brought back from overseas 1n an alcoholic stupor, the Director

of Personnel should get hold of the supervisor and say, "We can tie it on to this
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guy the dsy he steps off the plane." And that you could tske to any court or
Congress or anything else - that firlng of an alcoholic from this Agency.
25X1A9a
MR. - You could, Kirk, in that sort of a case if you want to dis-
regard and not consider any other facet that is present in this men's performance.
Now I think it's only falr to point out, Ceneral, that this man has had a total
of 26 years' Federal service. He has been commended by the DCI for his excellent ‘/
performance on a special project to which he had been assigned, and he hed done
excellent work in the particular office., Now the Board went into those things
carefully and welghed those in the recommendation that it mede to the Director. But
I think without considersble review of both sides of the thing you very well may
have a miscarriage of justice by taking precipitous action there without full
possession of the facts.
MR, KIRKPATRICK: There is no gquestion your points are vaelid, Charlile,
but 1t seems to me the point that Von raieses, and Matt, is the passage of time.
And I just think that maybe one of the things we can accomplish by this discussion \/
today is to see if we can't streamline and concentrate this effort.
25X1A0a
MR, - Thet is the answer, Kirk, in my opinion. What is involved in
any of these cases? We are constently talking about boards, which meens senior
people who sit down and scratch their heads about these things. What 1s wrong
about the senlor man in the Office of Personnel getting a recommendation from the
supervisor and sltting down and reviewing the case and seeing if there 1s a case
and equating the pluses and the minuses, and so forth, and if he does not come out /
with a clear position - sollclt advice someplace. But I don't see why you have to
convene some board.
25X1A9a
MR. - That is not pecessary, Dick, end in practice what you describe
is sbout what happens. The d@ley that occurs is in the trensmittal of the paper to
the Director of Personnel so that he can start the wheels moving. Because from our
standpoint 1t will take us very little time to decide which way the separation should
go - should we head it at the begluning for the Director's separation authority, or
should we hesd it for the normal suthority that is inherent in Public Law 110. The (/ :
Director has the authority to appoint and to separate under normal procedures. It
won't tske us but a very short time to come to a conclusion with you on that. Then
1t is simply & matter of preferring the charges and giving the man his day in court.

FOIAb3b _ I think the one time you need this type of Boerd is

where the individusl is going to fight it, and it's a marginal case and it really
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needs a thorough hearing. That is what I thought the Speclal Board was going to
do - where everything else hed failed. Then the man has a lot on his side. Just
for goodwlll sske he was entltled to a hearing by senlor officers - and not the
way we have been doing 1t, where we have a very large transcript and weeks of
fiddling with it, end usually those cases didn't hit the Board for months after the
determination had been made by the head of the component that he wanted to get rid
of the man.

MR. REYNOIDS: The actual action of the Disposition Board - a5 an example
of how quickiy it can work - when Medical, Personnel and Security meet and decide
it's any one of the three jobs, it's a matter of a few days before the decision is-
to separate. And it can be done. We know that.

MR. BATRD: 1Is there anything in the regulation which prevents a GS-18
who 1s head of & component, and just for the sake of argument say the Office of
Communications - from coming to you and saying, "I have carefully looked into thils
case. I know the man and I have confidence in the successive supervisors under \/
whom he has served, and I think he should be seperated. Here are the reasons.”
That is the reason he is a GS-18, because the Director has confidence in hls ability
to handle his own shop. If he tells you that why isn't that enough?

MR, REYNOLDS: We refer it to the Director over his signature recommend-
ing immediate action, and the Director will okay and concur in it. It's Just a
guestion of putting it on paper.

25X1A9a

)R. ] T mvst sey that one of the problems in any of these things
is the problem of commnication - in an Agency like this. Iet's face it, It's a
practical matter - it isn't a matter of theory. You have a fellow, we will sey,
that 1s at the branch chief level in any of the components, and he has a lot of
trouble with this joker for one reason or another, and he thinks it's time some~
thing was doune sbout this. All right. Where does that fellow go to get advice on /
how to proceed sensibly? It's fine to say it's in the regulations, but you have
+0 be a lawyer to read those things. What individual can that fellow put on his hat
and go see, and get a sympathetic hearing, and say, "All right, here are the
elements. Here are the steps you go through to meke it so." Where does he go?

25X1A9a

MR. - Tn your case, Dick, we have put Personnel Officers in every
one of your senior staffs, and in every cne of your divisions, and they are thor-

oughly aware of these procedures that exist now. So in your cage that would be

the point. In (N c-:c - he bes & Personnel Officer who 1s FOIAb3b
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thoroughly eware of the procedures. And Matt, the same thing.
25X1A%9a
MR. ] I'11 vet if you sat all those personnel officers down in one
room, no two of them would agree &s to how you proceed in any case.

MR, REYNOIDS: I don't think that 1s so.
25X1A9a

MR.- I'll teke you on.

MR. BATRD: I'll say this, when we do go to a Persounel Officer--and this
is not meant in an unkind way - maybe it's true of Personnel Officers as a whole,
meybe it's natural for them to react to the support of the individusl, and maybe
they sre Personnel Officers because they espouse the cause of the downtrodden--
but the supervisor is likely to come back end say, "Oh, to hell with it. If I have
to go through all that I'll just sit with him for another four or five months and
walt and see."

FOIAb3b
_ I think the difficulty here is with the word
"mediocrity." What is the definition for "medioerity"? I have people who come to
me and say, "This men does vhat he is told to do, but that is all he will do.” In
any orgenization there is a top third, a great middle third, and the "oume" on the
bottom - snd they are slways golng to be there, but the "bpums" on the bottom mey
be mediocre or Just sbout as good as the ones above them,
25X1A9a

MR. [l It reminds me of 1947 when & fellow ceme in and sald the
trouble with our orgenizaetion was thet it was too medlocre, thet we need to have
six or seven Allen Dulleses around here. If you use that definitlon as a starting
point-~

MR. - There is & real point in whet you say, [ HNGIGINGTGNGNGNGEGNE
The dictionary seys thaet mediocre means "of moderste excellence." The word
"nedioere” is misleading. Some poor joker tries to find out what is "mediocre"
and he goes to the dictionary and finds that definition. "Mediocre" should not be
used in this connection.

FOIAb3b _ I have some old chief petty officers from the Navy
and they heve gone as high as they are ever going to go, but I don't call them
"mediocre.”

25X1A%9a
MR. Hell no! You need a lot of those people.

9a
MR. - They are "of moderate excellence" - and that means middle.
1 think "mediocre" is the wrong word to use. That is pert of our problem - you

can't define "mediocre."
FOIAb3b _ I have a man brought back from overseas because he
15
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was more than three times, and still is, mixed up with an -girl - and
he sigped a statement snd I said, "Okay, you resign or I'll prefer charges."

MR. REYNOIDS: This was a word dug up by General Csbell to describe
what he felt was poor performence, which was "performance below CIA standards."

MR. KIRKPATRICK: Why don't we call it "CIA standard of performance"
and then define exactly what ls meant.

MR. REYNOIDS: The definition in our ERB paper is pretty good.

25X1A9a

MR, ] As pert of this exercise we have now been asked, in sccord-
ance with your recommendation, Kirk--which General Cabell gpproved~~to define
mediocrity, or, if you want to use the other term, "marginel” - but we will define
what class it is we are talking about here in Regulaetion T05.

MR. KIRKPATRICK: My point is you use two words there, both of which
have besic definitions. As Rud points out, if we eliminate the "mediocre" we would
eliminate everybody but the paragons; and if we eliminate the "marginal" we do the
same thing, in effect. So why can't we work out something that talks ebout a "CIA
standsrd of performsnce" and not use words like "marginel” or "mediocre” - because
I think they counfuse the supervisors as well as everybody else.

25X1A9a

MR. How many of these so-called "sub-CIA standard personnel” are

ever sent over to the Assessment Staff to find out what is the matter wlth them?
MR. KTRKPATRICK: Quite a few. As meny as Assessment can hendle, I

guess.

25X1A9a

MR. Tt used to be part of the procedure sometime ago.

m. - aBecause if all else is equal and the fellow's performance
ig substandard, there ls something lecking. Either he hasn't the bralns or the
energy, or he's all mixed up emotionally.

MR. REYNOIDS: There is also the terribly complicated situ.atioq that he
is a perfectly fine grade 9 but he is & gsinking grade 11, end that has to enter
into 1t somewhere - because, like the chief petty officers in the Office of Commun-
ications, they are fine for what they are but if you get them up to a division

chief - no.
25X1A9a
VR. [ Those ave the most complicated cases.
MR. KIRKPATRICK: That is the majority of our cases right now. People
have gone up too fast, end now the wonderful old days when all the promotions were

avallsble and the slots were availlable - are over. Now we find they're way over-

graded and way overpald.
MR. LIOYD: And they're hanging on for dear life.
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25X1A9a
MR. - I will point out to you, Kirk, we avoided the use of the

term "mediocrity" in this paper, and instead tried to use terms that more nearly
reflected what we wanted - people who did not measure up to a satisfactory job
performance, and that sort of thing - instead of getting into the hassle of trying
to define--

MR. KIRKPATRICK: And that will strengthen the Director's hand, too, in
the terminations for the Natlional interest, because you get away from the Civil
Service Jjargon.

MR. REYNOILDS: 1In connection with this very discussion I'd like to turn
to item c. on the agende and report to you a plan which is just being formulated in /
the Office of Personnel to try to catch what might be called "mediocrity" - merginal
or substandard, or whatever you want to call it. The Personnel Assignment Division
each week will take the Fitness Reports that come in and will teke the absolutely
top ones and separate those for such uses as may be necessary by honor awards or
incentive awards, and then the very, very low ones check them out to see just where
we stand as far as low performance is concerned. And you will notice that in the
new Fitness Report we have good clauses to work with to get this information.

X1A9a

MR. Pretty good idea.

MR._a This comes out of the Panel of Examiners of the Selection
Board, where in reviewing these we find Fitness Reports with box 1 marked, which
says "incompetent" - if these are caught as they come in and immediate action of
an investigative nature 1s teken. In other words, just because the supervisor
says this, doesn't meke it so. But this does sharpen up and focus the activities
of the Office of Personnel and the Placement Officers to find out what should be
done, whether the guy should be transferred, disciplined, downgraded, or what have
you.

There are two things which are extremely important in this connection: /
One 1is General Csabell's direction that there be no adjectival or numerical rating
applied. I believe before this procedure becomes effective we ought to be sure
that this is not objectionsble to General Cebell, in view of the fact he wrote this
in with his own hand when we devised the Fitness Report.
25X1A9a

MR- I think the exercilse 1s a good one but you ought to change
the two words that you have chosen.

MR, W This has come up very fast, Dick, and it's in its very
beginning. Any suggestion that anybody can meake -~
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25X1A9a
MR, - Why not tie this into what we have been talking about. Have

Category 1l: Meets CIA standard of performance; end, Category 2: Does not meet
CIA standerds.

MR. REYNOIDS: Well, category 1 is "superior" and there is a vast number
in between.

25X1A9a

MRf The reason we are doing sectlon one 1s to take off the onus
of being only critical end destructive; in other words, we are doing both ends of
the curve--the few who sre outstandingly superior and those outstendingly lnferior--
and we're trylng to match it out and show the process 1s for the reward of the
outstandingly superior and proper action for the outstandingly inferior.

The second point, which is reaslly vastly important, is that if the
mechanism by which this watchlist is devised leaks out, you will have destroyed the
validity of your Fitness Report, because then your supervisors and everybody else
will figure out a way to beat 1%.

MR, REYNOIDS: I would doubt that very much.
25X1A9a 25X1A9a ;
vR. [ This is the best edvice of B 1 cot over this
with him and we spent a whole afternoon on it. He feels extremely strongly sbout
this.
MR. REYNOIDS: Well, it's going to get out.
25X1A9a
R, [l The existence of the list is not bed, but knowledge of the
mechanism by which you devise the list - if that got out it would bé bad.
MR. KIRKPATRICK: We have harangued arcund here for a number of years
‘ about Fitness Reports belng honestly done. It seems to me we're getting it pretty
well across now 4o the supervisors that they're going to be held personally
accounteble for their Fitness Reports, end I think if I were e supervisor I would
think more then twice before I put somebody in category 1 just because the Office
of Personnel was running a checklist on it, because maybe he got in category 1 and
they put him on the firing line end it fell flat ou its face - well, I would be
sccountable for that. As a metter of fact, I think it might be a good thing to
have known. T wouldn't sdvertise it but I wouldn't see any harm in letting it be
known.
25X1A9a
25X1A%9a MR. - I share your views exactly and do not agree with Dr.
- but in Teirness to him I should point out how he feels about it. I
think e supervisor who checks box 1 for an individual mst expect it is going to be
reviewed by somebody. Personally I agree with you that this would not damage the

Fitness Report, but the experts sey it will.
18
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MR. KIRKPATRICK: The psychologists want to take us apart and put us on
the table but they don't want anybody to know they're doing 1t. What 1s going to
heppen after you do it? What are you golng to do with the section 2's that come
up with "inferior"? I think those perlodically should be referred to some review
board.

25X1A9a

MR. - This is a watchlist or an slert so we have a double check
as to this smouldering, festering kind of inferiority which you can't get your
hands on.

FOIAb3D _Why bother with the "superiors"? They're going to \/

g0 ahead anyway.
25X1A9a
MR. - This is to balence the destructive action - to make a

constructive balance to it. It would saeve time to ellminate the superior--

MR. KIRKPATRICK: There is one point of philosophy I would like to V/ '
enunciate on for a few minutes. I don't think 1t's destructive to get rid of sub-
standerd employees, because your standerd, dedicated employees are carrying the
welght for your low ones - so I don't think you're affecting morale to get the
Agency shax'pene2¢15 )Lﬁkga

MR, - Kirk, once egain, if I may say s0 - I proposed this be

25X1A9a
done just for the inferior, and || ssid you have to match it up otherwise
you're going to damage morale. Therefore, because I am working cooperatively with
him, I am putting in his request. But I personally don't believe it will damage
morale.
25X1A%9a

MR. - Why don't we sbsolve you of that responsibility right here
and now.

MR. REYNOIDS: This is just in 1ts initial phase so I think we had better
report the detalls to you at a later date.

FOIAb3b _ One thing that was done in the Air Force--and this
may have been after you left [__ indicating Mr. Reynolds]--when they got enough
documentation on an officer then they put a flag on his file and at a particular
time that file was reviewed and he had to come before somebody and show cause why
he should not be separated. They didn't bother with the "guperior" people. The
Selection Board can always pick those fellows. So I think that ls a useless
exercise, for the "superior" people, unless you're going to advertise the thing -
then V:T.'t would balance.

MR. BAIRD: There's another reason for it being in there. We have to do
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something to identify the JCD - Junior Career Development, and this is a means of
identifying the GS-9 or 11 who has not been identified by his office. That is one
of the reasons for putting it in there.

MR. KIRKPATRICK: It seeﬁm to me if he came up with & superior rating
in his office they would have identifled him pretty well.

MR, BAIRD: But they don't propose him.

25X1A9a

VR. BB They identify him but then they hoard him because he is
good.

MR. REYNOIDS: I repeat, egain, I think we haed better submit this to
you again, with more positive details, for final epproval - and you can then decide
whether or not you want to have the "superior" ones included. There is no doubt
that the exercise on the "inferior" ones would be & good exercise.

MR, KIRKPATRICK: My conclusions from today's dilscussion are basically
this: that we have all the mechanics in the Agency pretty well worked out for
eliminating employees below CIA standards, but I still think there 1s a lot we can
do in the way of education, and to streamline and perheps simplify our mechenics.
T think when we accomplish that then this morale factor, with the supervisors say-
ing "the reason I don't throw the book at the guy 1s because I'm.afraid it may
bounce back" - will be overcome. I think we have the mechanics but I do think there
are methods by which we can simplify it.

Dick's point is awfully good: Who does a branch chief go to, or a
division chief go to, once he has established in his command chennel that he has
support that somebody is below stendard? Who does he go to?  Your snswer was
the Personnel Officer in each division. I don't know yet whether that is right,
but I would think if the action is going to be directed toward terminatlon perhaps
we ought to direct those particular supervisors to a higher level, perhaps your
level [ D/Pers ] in Personnel, or someplace over there, so we cen really get the
impact, and then set up the procedure whereby we will run these things on a tickler
basis - like I run my cases: I submit a monthly report to the Director, and I get
nervous when I see a case has been open five or six months. It's a good method to
keep yourself active to get the cases closed.

MR. REYNOIDS: Gentlemen, we have covered the agenda pretty thoroughly.

Is there any further business? If not, this meeting stands adjourned.
. « « The meeting adjourned at 5:05 pefie o « o
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